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CO-OPERATIVE  CONGRESS,  1880. 


INAUGURAL  ADDRESS, 

Delivered  on  the  occasion  of  the  Tieenty -first  Annual  Co-operators- 
Coiifjress,  held  at  Ipswich,  If  hitsuiitide,  1SS9, 

By  Professor  A.  MARSHALL. 

Gentlemen Your  two  last  annual  Congresses  were  openel 
by  two  veteran  co-operators — Mr.  Holyoake  and  Mr.  Neale. 
They  have  spent  long  lives  in  the  centre  of  your  inovenieut ; 
they  have  cared  for  it,  and  worked  for  it ; they  have  earned 
your  affection  and  your  gratitude  ; and  they  could  speak  to 
you  words  of  wise  counsel,  based  on  thorough  knowledge. 
But  I cannot  do  that.  I can  do  nothing  more  than  lay  before 
you  a sample  of  the  way  in  which  your  movement  presents 
itself  to  an  academic  economist,  and  trust  to  \ our  kind 
indidgence  to  pardon  my  lack  of  special  knowledge  of  the 

subject  of  which  I have  to  treat. 

Co-operation  is  manv  sided,  and  can  be  looked  at  from 
manv  noints  of  view.''  There  are,  in  consequence,  mauy 
definitions  of  it,  all  having  much  in  common,  but  each 
briugim^  into  special  prominence  some  aspect  of  it  which 
appeals”  with  special  strength  to  some  one  or  other  of  the 
many  different  classes  of  minds  who  are  attracted  by  it.  It 
is  of ‘'course  necessary  to  agree  provisionally  on  some  formal 
definition  of  a co-operative  society  for  administrative  pur- 
poses. But  a movement  which,  though  so  great,  is  yet  so 
young,  is  in  danger  of  being  cramped  by  the  too  rigid 
insistence  on  any  hard  and  fasu  formula,  and  I voiilu 
wish,  instead  of  defining  it,  to  describe  the  genera 
notion  which  I have  formed  of  it.  I regard  it  as  the  typical 
and  most  representative  product  of  the  age  ; because  it 
combines  high  aspirations  with  calm  and  strenuous  action, 
and  because"it  sets  itself  to  develop  the  spontaneous  energies 
of  the  individual  while  training  hiin  to  collective  ^ action  by 
the  aid  of  collective  resources,  and  for  the  attainment  of 
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collective  ends.  It  lias  points  of  affinity  with  many  other 
movements;  but  it  is  like  no  other.  Other  schemes  for 
developing  the  world’s  material  resources  are  equally 
practical  and  equally  business-like,  but  they  have  not  the 
same  direct  aim  to  improve  the  quality  of  man  himself. 
Other  schemes  for  social  reform  have  e(iually  high  aspira- 
tions, but  they  have  not  the  same  broad  basis  of  patient 
action  and  practical  wisdom.  What  distinguishes  co-operation 
from  all  other  movements  is  that  it  is  at  once  a strong  and 
calm  and  wise  business,  and  a strong  and  fervent  and 
proselytising  faith. 

The  cardinal  doctrines  of  its  faith  are,  as  I have  said,  not 
peculiar  to  it : they  are  shared  more  or  less  by  other  move- 
ments. They  are,  I take  it : — Firstly,  the  production  of  fine 
human  beings,  and  not  the  production  of  rich  goods,  is  the 
ultimate  aim  of  all  worthy  endeavour.  Secondly,  he  who 
lives  and  works  only  for  himself,  or  even  only  for  himself  and 
his  family,  leads  an  incomplete  life  ; to  complete  it  he  needs 
to  work  with  others  for  some  broad  and  high  aim.  Thirdly, 
such  an  aim  is  to  be  found  in  the  co-operative  endeavour  to 
diminish  those  evils  which  result  to  the  mass  of  the  people 
from  the  want  of  capital  of  their  own ; ovjIs  which  take  the 
two-fold  form  of  insufficiency  of  material  income,  and  want 
of  opportunity  for  developing  many  of  their  best  faculties. 
Lastly,  the  working  classes,  though  w’eak  m many  ways,  are 
strong  in  their  numbers.  They  have  a great  power  in  their 
knowledge  of  one  another,  and  their  trust  in  one  another  ; 
and  they  can  much  increase  this  force,  for  by  joint  action 
they  can  make  their  little  capital  go  a long  way  towards 
getting  a free  scope  for  their  activities,  and  towards  emanci- 
pating them  from  a position  of  helpless  dependence  on  the 
support,  and  the  guidance,  and  the  governance  of  the  more 
fortunate  classes.  And  though  the  beginning  of  such  a 
movement  may  be  small,  it  has  in  it  the  seeds  of  growth, 
because  it  will  educate  the  working  classes  in  business 
capacity,  and  in  the  moral  strength  of  united  and  public 
action  for  public  purposes. 


Now  this  co-operative  faiu),  as  I understand  it,  differs  from 
the  faiths  of  many  social  reformers  in  two  respects.  On  the 
one  hand  it  is  more  prosaic,  and  more  ready  to  take  facts  as 
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they  are,  it  docs  not  substitute  for  them  brilliant  products  of 
a poetic  imagination.  And  on  the  other  hand,  the  virtues  to 
which  it  appeals  are  the  virtues  of  those  who  hold  the  faith. 
It  is  not  a claim  that  the  virtues  of  others  should  induce  them 
to  divide  equally  all  round  the  advantages  which  they  have 
already  acquired. 

I do  not  mean  that  the  co-operator  is  verv  likelv  to  con- 
sider  the  existing  arrangements  with  regard  to  property  as 
the  best  possible.  He  may  probably  think,  as  I myself 
certainly  think,  that  the  rich  ought  to  be  taxed  much  more 
heavily  than  they  are,  in  order  to  provide  for  their  poorer 
brethren  the  material  means  for  a healthy  physical  and 
mental  development ; and  he  may  think,  as  I certainly  do, 
that  the  rich  are  in  private  duty  bound  to  contribute  freely 
to  public  purposes  far  more  than  the  taxgatherer  ought  by  force 
to  take  from  them,  and  to  coniine  within  narrow  bounds  their 
expenditure  on  their  own  personal  enjoyment,  and  that  of 
their  families.  But  the  point  I want  to  insist  on  is  that  anj^ 
beliefs  wdiich  the  co-operator  may  hold  on  questions  of  this 
sort  do  not  enter  into  the  co-operative  faith,  because  that 
relates  to  the  duties  of  co-operators  themselves,  and  not  to 
the  duties  of  others  towards  co-operators.  The  co-operative 
faith  is  a belief  in  the  beauty  and  the  nobility,  the  strength 
and  the  efficiency,  of  collective  action  by  the  working 
classes,  employing  their  own  means,  not  indeed  suddenly  to 
revolutionise,  but  gradually  to  raise,  their  own  material  and 
moral  condition. 

But  now  let  us  turn  to  the  otlier  side  of  co-operation,  and 
regard  it  as  a business  As  a business  it  has  succeeded,  by 
economising  the  efforts  required  to  obtain  certain  desirable 
ends,  and  by  utilising  a great  waste  product.  For  in  the 
world's  history  there  has  been  one  waste  product,  so  much 
more  important  than  all  others,  that  it  has  a right  to  be  called 
The  AVaste  Product.  It  is  the  higher  abilities  of  many  of  the 
working  classes  ; the  latent,  the  undeveloped,  the  choked-up 
and  wasted  faculties  for  higher  work,  that  for  lack  of  oppor- 
tunity have  come  to  nothing.  Man}’  a fortune  has  been 
made  by  utilising  the  waste  producks  of  gas  works  and  of 
soda  works  ; it  has  been  very  good  business.  But  a much 
greater  waste  product  than  these  is  at  the  foundations  of  the 
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fortune??  of  co-operation.  Let  us  then  take  stock  of  the* 
resources  of  co-operation  in  this  countiy. 

The  habit  of  association  is  specially  cliaracteristic  of  the 
Teutonic  race ; and  our  historians  arc  proud  to  show  how 
those  who  settled  on  these  shores  were,  in  tliis  respect  at  all 
events,  ainong  the  most  Teutonic  of  the  Teutons.  But  the 
exclusiveness  of  our  claims  has  been  somewhat  lessened  bv 
recent  studios  of  association  in  the  form  of  village  communi- 
ties, See.,  among  other  races,  and  especially  among  the  Sclavs,, 
and  our  own  near  cousins  and  fellow-subjects  in  India.  And 
(piite  recently  we  have  been  told  that  those  associations  for 
co-operative  production,  in  which,  if  liberty  is  a little 
wanting,  yet  law  and  order  are  most  perfectly  developed,  are 
to  be  found  among  those  extremely  distant  relations  of  ours, 
the  Chinese  in  California.'" 

iho  fact  is  that  the  co-operative  productive  societv  in  its 
rudimentary  form  is  a }>roduct  of  all  ages,  and  all  races,  and 
all  places  ; and  the  independent  productive  societies,  which 
we  find  now  scattered  sporadically  over  the  whole  of  Great 
Britain,  are  representatives  of  a very  ancient  race.  In  a few 
cases,  as,  for  instance,  in  some  local  institutions  connected 
with  (piarrying  and  witli  fishing,  they  have  an  unbroken 
descent  from  remote  antiquity  till  now. 

But  much  that  is  most  interesting  in  the  recent  history  of 
productive  co-operation  comes  from  France,  America,  and 
other  countries.  Those  features  of  it  which  are  most  charac- 
teristically British  are  found  in  its  relation  to  the  other  sides 
of  the  co-operative  movement.  No  other  countrv  has  anything 
to  compare  with  our  great  distributive  retail  and  wholesale 
societies,  or  with  that  great  central  Co-o]>erative  Union,  the 
Congress  which  I have  the  honour  to  ad<lress  to-dav.  And 
I will,  therefore,  begin  at  that  end. 

\ou  know  well,  and  the  whole  world  has  heard  the  figures 
that  tell  the  growth  of  the  trading  business  done  by 
co-operation.  But  I may  notice  in  }>assing  that  your  figures 
r.re  a little  too  modest.  They  record  the  number  of 
sovereigns  or  counters  that  vou  have  iised  in  vour  sales  : 
but  they  take  no  account  of  the  fact  that  a thousand  of  these 

See  the  “ History  of  Co-operation  in  the  United  States,”  published  for- 
■Qe  John  Hopkins  University,  iip.  478-481. 
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counters  represent  a great  deal  more  business  than  they  did 
a few  years  ago.  The  real  growth  of  a our  trade  is  the 
increase  in  the  volume  of  groceries  and  draperies,  and  oBier 
things  that  you  have  sold.  Suppose  now'  that  the  gold  mines 
had  given  a richer  yield,  and  the  use  of  bank  notes  and 
silve?and  other  subs'titutes  for  gold  had  increased  faster  than 
they  have,  in  that  case  more  counters  would  have  been  used 
in  your  trade:  and  if  there  had  been  just  so  many  more  used 
that  £1,000  would  have  bought  throughout  the  whole  period 
the  same  amount  of  goods  in  general— taking  one  thing  with 
another — then  the  figures  which  you  publish  would  have 
shown  the  real  growth  of  your  business,  and  not,  as  they  do 

now',  much  less  than  the  real  growth. 

Using  i\Ir.  Sauerbeck’s  figures,  which  are  faiily  applicable 
-to  this  case,  we  find  that  if  £1,000  counted  for  only  as  much 
now  as  it  did  in  the  average  of  the  years  1867  to  1877,  the 
sales  made  by  the  English  Wholesale  Society  last  year  would 
amount,  not  to  six-and-a-quarter  millions,  but  to  nearly  nine 
millions,  while  the  sales  of  all  the  co-operative  societies  in 
the  United  Kingdom  for  1887  (the  last  year  for  which  1 have 
the  figures)  would  amount  to  fifty  millions,  and  not  merely 
to  thirty-four,  as  your  figures  show.  But  the  strongest  case 
is  f^ot  by  comparing  1873,  wfiien  prices  w'ere  highest,  with  1887. 
In"  those  fourteen  years  tlie  sovereigns  or  counters  which 
represent  the  total  sales  of  your  societies  had  only  a little 
more  than  doubled;  but  the  amount  of  commodities  sold  had 
been  multiplied  bv  three-and-a-half,  and,  m the  same  tune, 
the  sales  of  the  English  Wholesale  had  been  multiplied 
nominally  by  three-and-a-half,  but  really  by  five-and-a-half. 

AVell,  what  is  the  explanation  of  this  huge  trade  ? ^ It 
lies  chiefly  in  the  fact  that  more  effort  was  wasted  in  doing 
things  that  it  was  not  w'orth  while  to  have  done  at  all,  m the 
old-fashioned  retail  trade,  than  in  any  other  business  to  which 
working  men  had  access.  It  is  possible  that  if  a co-operative 
society  of  w'orking  men  had  been  able  to  penetrate  the 
mysteries  of  the  trade  of  law  in  its  application  to  real  pro- 
pertv,  and  had  been  able  to  cut  away  all  those  comphcations 
that^are  more  trouble  to  everyone,  and  more  cost  to  everyone 
but  the  lawvers,  than  they  are  worth,  there  might  have  been 
■an  even  more  striking  curtailment  of  wasted  effort.  But 
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however  that  may  be,  retail  trade  was  the  one  accessible 
business  in  whicli  there  were  great  economies  to  be  effected. 
Retailers,  as  a botl}",  kept  far  more  shops  than  was  necessary, 
spent  far  too  much  trouble  and  money  on  attracting  a few 
customers,  and  then  in  taking  care  that  tliose  few  customers 
paid  them  in  the  long  run — the  very  long  run — for  those 
goods  whicli  they  had  bought  on  credit,  or  in  other  words, 
had  borrowed  ; and  for  all  this  they  had  to  charge.  The 
smallest  shopkeepers  were  those  that  s])ent  most  of  their 
time  ill  looking  after  their  customers,  and  least  in  handing 
goods  over  the  counter.  It  was  those  who  were  nearest  the' 
condition  of  tlie  working  men  who  performcl  the  most  unueces- 
Gai’3' .services  for  them,  and  charged  them  the  most  for  so  doing. 
Ill  some  cases  a retailer  would  sell  at  long  credit  what  he 
himself  bought  at  long  credit  from  a wholesale  dealer,  who 
himself  perhaps  bought  at  credit  from  the  ultimate  producer. 
The  manufacturer  had  to  charge  high  for  the  risks  and 
trouble,  as  well  as  the  locking-up  of  the  capital;  the 
wholesale  dealer,  starting  fixm  this  raised  platform  of  high 
prices,  piled  up  a good  percentage  more  for  a similar  cause ; 
the  intermediate  dealer  did  the  same,  and  perhaps,  finding 
the  retailer  in  his  power,  added  a little  adulteration  extra  ; 
the  retailer,  having  the  workman  in  his  power,  added  on, 
perhaps,  a little  more  adulteration,  and,  anyhow,  a great 
increase  of  price. 

Now  the  co-operative  store  bought  for  cash,  and  as  nearly 
as  possible  at  the  fountain  head  ; it  recpiired  no  advertise- 
ments ; in  its  earlier  stages  it  paid  next  to  nothing  for  shop 
front ; and  in  its  later  stages  when  it  had  a somewhat  expen- 
sive shop  front,  it  put  a great  man\'  businesses  behind  it,  or 
in  successive  stories  over  it.  Its  customers,  regarding  it  as 
their  own,  would  not  mind  mounting  many  steps,  or  waiting 
a little  for  the  assistants  on  a Saturday'  night,  or  at  anj'  other 
time,  when  there  happened  to  be  too  few  to  get  through  the 
business  quickl}'.  The  customers  were  the  proprietors,  and 

Iliad  no  inducement  to  adulterate  their  own  goods ; and  the 

time  which  they  spent  on  attending  meetings  of  the  societj" 
and  managing  their  own  business  was  in  a great  measure 
saved  from  the  time  that  used  to  be  S])ent  in  considering 
whether  it  would  not  be  better  to  change  their  shopkeeper, 
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or  perhaps  in  lamenting  that  they  were  in  his  power  and 
could  not  do  so. 

Now.  my  object  in  dwelling  on  this  oft-told  tale  is  to  show 
that  the  success  of  distributive  stores  does  not  prove  that 
there  is  any  magic  in  co-operation  which  will  enable  the 
working  classes  to  undertake  difficult  businesses  without  the 
aid  of  picked  men  of  a high  order  of  business  ability.  Those 
whom  the  stores  have  thrust  to  the  wall  are  chiefly  men  who 


did  not  get  very  high  earnings,  although  they  charged  high 
prices.  The  system  of  co-operative  retailing  has  such  great 
inherent  economies  that  it  is  likely  to  succeed  if  carried  out 
with  good  faith  and  honesty  and  average  good  sense : the 
more  business  genius  it  has  the  better  it  will  succeed,  but  it 
can  flourish  fairly  well  without  business  genius. 

And  now  let  us  pass  to  the  Wholesale  Societies.  The 
Scottish  Wholesale  is  larger  relatively  to  the  x’opulation  of  its 
district  than  the  English ; and  it  has  special  claims  of  its 
own  on  our  admiration,  es^iecially  in  the  matter  of  bonus 
to  labour.  But  Ipswich  is  a long  way  from  Scotland ; and 
it  will  l)e  simpler  that  I should  speak  of  the  Wholesale  in 
the  singular  number,  and  refer  always  to  that  with  which 
most  of  those  present  are  directly  connected — the  Wholesale 
which  has  its  head-quarters  at  Manchester. 

Well,  the  Wholesale  has  inherent  economies  almost  as 
powerful  as  those  x^ossessed  b\^  the  retail  stores.  For  though, 
by  buying  for  cash,  they  may  get  a little  nearer  to  the  original 
producer  than  can  the  small  shopkeex)er  who  buys  for  credit, 
the  Wholesale  can  get  much  nearer.  Its  x)nrchases  are  on 
so  vast  a scale  as  to  command  ever}’  concession  and  ever)’ 
attention  from  xn'oducers  and  imx^oi’ters.  And  while  thus 
bu}nng  cheax^l}’,  it  x“>i'obably  has  less  exx^euses  in  selling,  in 
in'ox^ortion  to  the  work  done,  than  au}’’  other  trader  in  Pj 
similar  x^osition.  For,  while  everv  other  trader  has  to  con- 
vince his  customers  that  it  is  worth  their  while  to  deal  with 
him,  the  WTiolesale  Society  is  owned  by  its  customers.  They 
have  the  x^ower  of  deciding  how  much  shall  be  added  to  the 
original  cost  of  the  goods  before  the}’  are  sold  to  themselves, 
and  if  the  goods  are  x'^i’iced  too  high  there  is  only  so  much 
more  profit  to  be  divided  among  tliemselves  at  the  end 
Cl  the  quarter,  in  x>i'opo^tioii  to  tlieir  own  x'Wi’chases. 
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And,  therefore,  the  retail  societies  would  run  no  "reat  risk 
if  they  shut  their  eyes  and  bought  ^what  the  Wliolesale- 
offered  at  the  iVholesale’s  prices  without  demur.  It  is  true 
that  there  are  exceptional  cases  in  which  the  retail  so- 
cieties’ buyer  can  consult  the  caprices  of  local  taste  better 
by  buj'ing  elsewhere,  and  others  in  which  accidents  of 
time  and  place  and  opportunity  may  enable  him  to  buy  a 
particular  lot  of  goods  as  cheaply  as  the  Wholesale’s  buyer 
could  have  done,  or  even  a little  cheaper.  And  it  is  true 
that  that  self-confidence  which  is  inherent  in  human  nature, 
and  which  is  a factor  in  many  of  our  bad  deeds  and  nearly  all 
our  good  ones,  may  sometimes  lead  him  to  buy  elsewhere 
when  he  should  not.  All  this  may  be  admitted  ; but  it  still 
holds  good  that  there  is  no  large  trader  whose  wav  is  made- 
as  smooth  for  him  in  finding  a custom  for  his  goods  as  the 
Wholesale  Societies. 

But  the  advantages  of  the  Wholesale  arc  still  further 
increased,  when  it  produces  in  one  of  its  own  departments 
the  goods  which  it  sells  itself  to  the  distributive  stores.  Such 
a department  as  the  boot  works  at  Leicester,  or  the  biscuit 
works  at  Crumpsall,  can  avail  themseh'es  of  the  splendid 
resources  of  the  Wholesale  for  buying  much  of  their  material;. 
The  department  has  a supply  of  capital  which  is  at  once 
unlimited  and  never  too  large;  for  the  great  bank  in  wliich 
the  Wholesale  keeps  its  own  reserves,  and  those  of  manv 
distributive  societies,  will  alwa3's  allow  to  it  as  mucli 
capital  as  it  wants,  and  never  force  it  to  pa\'  for  more. 
It  can  offer  practical  constancy  of  emplojuncnt  to  its 
workers,  for  when  trade  is  slack  the  Wholesale  will,  of  course,, 
give  the  iweference  to  the  goods  of  its  own  department, 
and  leave  the  other  prodiming  firms  with  which  it  deals  to 
bear  their  fretting  under  the  ragged  edge  of  inconstant  work 
as  best  theyma}*.  Again,  the  department  need  have  no  verj' 
great  anxictj"  about  those  fluctuations  df  prices  which  make 
the  career  of  most  of  its  rivals  so  full  of  strain  and  stress. 
If  one  year  it  makes  a fortunate  purchase  of  raw  material, 
and  the  Wholesale  can  credit  it  with  a sale  price  for  its 
finished  commodities,  pitched  on  a much  higher  basis,  the- 
gains  all  go  into  the  common  purse  of  the  Wholesale ; and  if,, 
at  another  time,  the  markets  go  against  its  bu^’ers,  so  that 


when  wages  and  all  other  expenses  have  been  paid,  and  a 
fixed  5 per  cent,  allowed  for  capital,  the  balance  sheet  shows 
a loss,  there  is  no  disturbance  of  the  ordinal’}’  routine.  De- 
i)artments  which,  if  they  had  been  independent  bushiesscs, 
would  have  been  sunk  by  accumulated  losses  in  their  early 
vears,  have  been  carried  through  the  waters  liy  tlic  strong 
hand  of  the  Wholesale ; and,  having  emerged  safely,  with 
their  lessons  of  failure  behind  them,  arc  in  fair  }’ears  making 
high  net  profits  : these  profits  go  to  strengthen  still  more  the 
already  strong  hand,  and  enable  it  to  undertake  new  uasks, 
and  to  help  other  struggling  departments  through  their 

temporary  trouliles. 

With  these  advantages  the  Wholesale  has  risen  to  a position 

unicpic  amongst  all  the  achievements  that  havehcen  vroughf 

l)y  tlic  working  classes  in  the  histor}’  of  the  world,  pie 

mere  size  of  the  business  wdiich  they  have  to  control  gives 

a lar<miiess  to  their  ideas.  It  compels  them  to  extend  the 

i-ange  of  their  thought  over  the  whole  country,  almost  m’cr  the 

whole  world.  It  is  an  education  in  itself  to  aii}’ member  of  a 

local  society  to  have  to  consider  whether  his  represenmtire  o:i , 

the  Wholesale  is  to  advocate  a forward  policy  vhcthci,  m 

instance,  he  is  to  support  a proposal  for  starting  one  more 

new  line  of  shi})s  of  their  own.  or  for  opening  a nop  orei^ii 

depot  in  addition  to  those  at  Calais  and  at  liouen,  ao  Copen- 

hagen,  and  Hamburg,  and  New  York.  He  fecH  a healthy 

pride  as  he  turns  over  the  pages  of  his  “Animal,  ’ and  sees 

prints  of  one  splendid  building  after  anothci  of  w lic  i ^ le  is 

part  owner  ; as  ho  reckons  up  the  acres  of  tlooiin^  in 

warehouses  at  Manchester,  or  asks  whether  there  are  many 

iiuildiiios  in  the  citv  that  arc  finer  than  his  London  brancii, 

*■ 

with  its  high  clock  tower. 

And  when  he  looks  forward,  his  ambition  may  reach  mit 
a long  way  unchecked.  He  may  reason  that  if  the  belief 
should  extend  that  all  goods  sold  in  the  stores,  whether 
high  class  or  low  class,  are  honestly  what  they  pretend  m 
be  ; that  they  are  sold  at  least  as  cheaply  as  the  tradesmmi 
can  sell  them  ; and  that  there  is  a dividend  of,  sa} . 2s.  in  the 
X>ouiid  thrown  in  at  the  end  of  the  quarter,  the  sales  of  the 
retail  stores  ma}’  perhaps  grow  to  three  or  four  hundit..i 
millions  a year.  Every  increase  in  their  sales  it  ould  increase 
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tlicir  power  of  consulting  the  tastes  of  a great  variety  of 
customers,  and  so  retaining  chose  who  are  now  drawn  off  to 
shops  that  follow  special  lines  of  their  own  ; and  it  would 
increase  the  variety  of  the  orders  which  they  could  give  to 
the  Wholesale.  And  if  the  growing  loyalt}*  to  co-operative 
principles,  Avhich  induced  individuals  to  buv  more  lai’iielv  of 
the  stores,  induced  the  retail  stores  to  buy  more  largely 
of  the  holesale,  they  would  bv  their  very  increased  custom 
enable  the  Wholesale  to  extend  its  operations,  to  sell  to  them 
more  cheaply,  to  provide  them  Avith  a larger  choice  of  goods, 
and  thus  to  increase  their  inducements  to  buy  almost  e\'ery- 
thing  from  it. 

The  x>OAvers  of  the  Wholesale  as  a dealer  Avould  therefore 
be  increased  much ; but  its  poAvers  as  a producer  Avould  ]>e 
increased  out  of  all  proportion.  For  noAV,  though  it  can  vie 
Avith  any  in  buying  direct  from  the  i^acking  houses  of  C'hicago 
and  the  flour  mills  of  Minneapolis,  it  cannot  enter  upon  any 
manufacture  for  Avhich  there  is  not  a a’Ci  a’ large  AA'orking  class 
demand  ; since  manj*  purchasers  Avhen  buying  manufactured 
goods  prefer  the  v^ariety  offered  by  a long  street  of  shops  to 
tlie  charms  of  the  diAudend  at  the  stores.  Not  being  able  to 
sell  largel}",  the  retail  stores  do  not  buy  largely  ; and  being 
themselves  compelled  to  seek  for  variety,  they  AA'ill,  as  a rule, 
buy  only  very  small  quantities  of  any  one  particular  iiatteru, 
AA'hether  it  is  a co-operatiA'e  product  or  not.  Co-operatWe 
manufacture  on  a large  and  varied  scale  is  thus  like  a cocoa- 
nut  : it  has*  a very  hard  shell ; but  Avhen  the  shell  is  broken, 
there  is  plenty  of  good  food  to  be  got  Avithin.  There  is  a 
charmed  circle  to  be  entered  if  individual  co-operators  AA'ould 
buy  manufactures  so  largely  from  their  stores,  and  their 
stores  Avould  buy  so  largely  of  co-opecatiA'e  manufactures, 
tliat  co-operative  manufactures  became  so  A’arious,  and  the 
stocks  of  them  held  by  the  distributee  stores  became  so 
large,  that  there  AAmuld  be  scarce  any  temptation  to  seek 
A*ariety  in  the  outside  shops. 

It  is  a most  fascinating  ])icture.  The  retail  societies,  if 
properly  supported  by  the  priA*ate  individual,  and  the 
WLvolesale,  if  properly  sui^ported  by  them,  have  Avithin  them 
greater  economies  than  haA*e  eA*er  been  claimed  by  the 
plausible  promoters  of  those  Trusts 'of  which  Ave  havm  heard 
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so  much  lately.  But  while  the  purpose  of  those  Trusts  was 
to  increase  the  fortunes  of  the  rich,  l>y  means  which  perhaps 
mi"ht  lie  fair,  and  perhaps  might  incidentally  benefit  the 
consumers,  this  further  development  of  the  great  co-opera- 
tive federation  would  be  a means  by  Avhich  the  working 
classes  Avould  help  themselves.  Its  strength  Avould  be  a 
moral  strength  ; would  rest  on  a broad  liasis  of  democracy 
and  of  equity;  its  gains  Avould  be  divide!  out  among  all 
consumers,  those  consumers  being  in  great  part  the  producers 
themselves,  consuming  in  proportion  to  their  earnings,  and 
earning  in  proportion  to  their  etflciency.  Kaising  its  high 
head  far  beyond  all  other  business  undertakings,  it  would 
stand  forth  to  challenge  the  admiration  oi  all^  ages,  tfie 
glorious  product  of  working  men’s  hands  and  working  men's 
heads,  of  working  men’s  providence  and  working  men  s 
enthusiasm  for  a great  and  good  cause.  It  AVould,m  a 
greater  or  less  degree,  act  up  to  all  the  cardinal  principles  of 

the  co-operative  faith,  as  I understand  it. 

And  yet,  magnificent  as  this  scheme  is.  there  are  many 
ardent  co-operators  Avho  feel  that  it  falls  short  of  then 
fondest  hopes.  It  Avould  be  strong  and  vast,  and  Avould  con- 
form to  the  principles  of  the  co-operative  faith  more  or  less  ; 
but  tlieir  most  cherished  hopes,  their  Avarmest  affections,  go 
onttoAvards  productive  societies,  Avhich  are  less  completely 
under  the  management  of  a central  control,  and  Avhich  me, 
therefore,  in  some  respects  less  strong,  and  Avhich  can  offer 
less  resistance  to  the  bloAvs  of  an  adverse  fortune  ; but  aaIiic  i 
yet  seem  to  point  more  directly  towards  the  true  aims  of  the 
co-operative  faith,  because  they  make  the  ordinary  Avorlung 
man  to  get  nearer  to  responsible  Avork,  because  they  tend 
more  directly  to  utilise  th^  great  Avaste  product— the  higher 
abilities  that  are  latent  among  the  Avorking  classes.  ^It  is 
bold  and  hardy  indeed  for  an  outsider,  such  as  I am,  to  ex- 
press  an  opinion  on  a question  on  ^^luch  those  are  no  a^rccc 
who  have  borne  the  burden  and  the  heat  of  the  long  day  of 
co-operative  work  ; but  I shall  ask_  your  kind  forbearance 
while  I lay  before  you  the  reasons  Avhich  have  led  me  to  think 
that  extreme  centralisation,  though  it  might  quicken  and 
strengthen  the  growth  of  your  great  movement  for  the 
present,  would  not  really  conduce  to  its  highest  and  most 


pennaueut  interests  ; anil  tliat  in  tlic  lon^'  rim  your  movement 
'^'iil  prosper  best  it  care  is  taken  that  it  s more  independent 
[jaits  are  not  crushed  out,  hut  arc  enabled  to  survive  and  to 
sni)plement — not  to  conliict  Avith — the  central  kernel  of  the 
Wholesale. 

Pcrliaps  I may  explain  my  position  more  clearly  if  you 
Vi'in  allow  me  to  digress  a little.  It  is  common  to  liear  it 
said  tliat  Encfland  is  divided  into  two  nations — the  rich  and 
the  poor.  I am  not  sure  that  it  would  not  he  in  some 
respects  better  for  the  poor  if  that  statement  were  strictly 
true.  I will  admit  that  if  everyone  horn  of  rich  parents 
Avere  able  and  virtuous,  and  oA'cryone  horn  of  poor  parents 
were  stupid  and  A’icious,  the  poor  Avoukl  lose  much  and 
gain  nothing  from  being  isolated  from  the  rich.  But  un- 
fortunately for  the  poor,  they  hac’e  to  make  room  among 
their  ranks  for  a large  accession  e\'erA"  A'car  of  the  most 
stupid  and  profligate  of  the  descendants  of  the  rich ; and 
in  return  they  every  year  give  0A*er  to  the  ranks  of  the 
rich  a great  number  of  the  strongest  and  ablest,  the  most 
enterprising  and  far-seeing,  the  brac'est  and  the  best  of  those 
AA'ho  Averc  born  among  themseh^os.  Xoav,  it  is  true  that  a 
system  of  caste  so  rigid  that  ev'cry  one  has  to  stay 
always  just  Avhere  he  is  born  is  a,  desolating  system. 
Hope  and  ambition,  and  some  scope  for  the  play  of 
h’ee  competition,  are  conditions — necessary  conditions  so 
far  as  Ave  can  tell — of  human  progress.  But  that 
great  evil  of  our  present  S5’stom,  Avhich  it  is  one  chief 
aim  of  co-operation — as  I take  it — to  remove,  lies  in  tlie  fact 
that  the  hope  and  ambition  by  AA'hich  men's  exertions  are 
stimulated  haAm  in  them  too  much  that  is  sclflsh  and  too 
little  that  is  unseltish.  After  a man's  income  has  put  him 
beyond  the  fear  of  pressing  AA'ant,  any  furtlicr  increase  adds 
to  his  happiness  less  than  he  thought  it  AAmuld  before  he  got 
it.  The  direct  increa,se  of  happiness  that  results  from 
increasing  Avealth  becomes  less  and  less  as  the  Avealth 
increases  ; and  a person  avIio  has  already  a fcAA'  hundreds  a 
vear  maA',  so  far  as  material  w^ealtli  lias  auA'thing  to  do 
with  it,  be  nearly  as  happy  as  ho  chooses  to  be.  The 
pleasure  derived  from  any  further  increase  is  chiefly  the 
pleasure  of  acquisition,  of  victory  oA'er  rivals,  of  a conscious- 


ness  o£  the  liroot  of  one  s own  stvensth.  of  being  adimre  l aa8 
In  led  b hose  whom  one  has  left  behind,  and  of  homg 
Weveci  at  and  tolerated  by  those  into  whose  soe.ety  one 

‘'lmUf‘'thc  rise  is  very  rapid,  it  is  apt  to  bo  very  bad  for  a 
nmj  and  even  worse  for  his  children,  as  onr  experience  a 
the  Universities  shows.  A working  man  avIio.  b>  biilhant 
!mnius  and  strong  energy,  has  heaped  up  a large  fortune  m 

libelv  to  send  his  sons  there  ; and  one  might  liaA  e expecte 

that  com""  from  such  splendid  stock  they  would  have  ho.] 

noble  ambitions,  and  helped  to  raise  the  tone  of  the  Lnivcr. 
sitv  And  sometimes  they  do  that;  but  m too  many  case, 
their  influence  is  in  the  opposite  direction  : too  often  their 

parents  have  been  too  busy  in 
Lcial  difficulties  to  instruct  them 

nnvthiim  bffiher  than  mere  money;  and  when  i see  sue 
cases,  fam^fllled  with  regret  that  most  excellent  matoiia 

*‘AV:Xjrha«  been  bettor  for  himself,  for  his  cbildi-b  a.id 
tor  the  world,  that  the  father  should  not  have  mo\  ed  so  . . 
awa  fram  his  oarlv  associations;  that  he  should  have  tound 
scope  for  ids  strength  and  a goal  for  lus  ambition  m w oikiiig. 

aX  bead  indeed  of  his  comrades,  hut  , 

1 n Ur, VP  suddenlv  passed  OA'er  to  dA\ell  amou., 

strammrl  the  large  capitalist  employers  of  his  old  friends. 
His  rank  in  the  social  scale  Avould  have  been  nominally  Icaa-ci, 
but  really  it  would  have  been  much  liiglier.  Occupied  le^. 
Avitb  adaptincr  himself— and  bis  wife— biirriedly,  and  tbeietoic 
aAvkAvardly,  ti  new  conditions,  be  would  have  been  nioie  tiu  .a 
reflnod  The  able  working  man  who  is  in  no  groa  lui 
terminato  his  counectiou  with  his  own  class  is  more  often 
not  a lerfect  oentlemaii ; and  that  is  what  a man  oaiiuot  he. 
whatever  his  nominal  rank  in  life,  if  ho  is  over-much  ''usted  to 
sot  riclios.  loader  of  a great  trades  union,  who  has  eaiiied  t . 
Steem  Ld  confidence,  and  afioctioii  of  those  around  him 

has  not  more  of  those  things  for  which  wealth  is  reallj  to  lie 
lesired  than  if  he  had  aecmnulated  a large  fortune ; and 
eXseiisible  man  would  rather  have  him  for  a eompymu 
and  a friend  just  as  he  is,  than  if  he  had  become  a great  no 

master  or  cotton  lord. 
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However,  those  working  men  who  rise  to  be  rich,  generally 
do  some  important  service.  If  they  do  nothing  else,  they 
increase  the  volume  of  i)roduction  ; and  when  their  rise  is 
due  to  their  power  of  originating  new  ideas  and  new  methods, 
their  own  fortunes  represent  but  a small  part,  often  not  a 
thousandth  part  of  the  increase  of  material  well-being  that 
results  from  their  efforts.  And  though  some  of  them  may 
have  developed  their  intellects  at  the  expense  of  their 
other  faculties,  the  harm  done  is  not  to  be  compared  with 
the  waste  of  latent  abilities  on  the  part  of  that  very  much 
larger  number  of  the  working  classes,  who  with  fitting 
opportunities  might  have  been  educated  to  do  work  as  difficult 
and  important  as  that  of  the  average  member  of  the  middle 
classes,  but  wdio  have  no  special  genius  and  no  faculty  for 
pushing  themselves. 

Now,  these  men  want  three  things — education  to  fit  them 
for  doing  higher  work  ; opportunity  to  do  it  ; and  the 
spur  of  ambition  to  rouse  them  to  use  the  opportunity. 
This  ambition  need  not  be  chiefly  one  for  material  gain. 
Theoretically,  it  might  be  a mere  ambition  to  be  good  ; but 
with  human  nature  as  it  is,  those  cases  m wdiich  men  are 
capable  of  good  actions,  but  require  some  other  stimulus  than 
the  mere  desire  to  be  good,  are  too  numerous  to  be  neglected 
by  the  practical  politician.  For  practical  working  there 
should  be  added  a position  recogmsed  as  one  of  trust  and  of 
honour  ; and  with  every  increase  in  the  importance  of  the 
work  there  should  be  some  increase  of  pay,  though  it  need 
not  always  be  a very  great  increase. 

Now,  there  have  been  at  various  times  a good  many 
schemes  proposed  for  supplying  these  three  wants  of  educa- 
tion, opportunity,  and  ambition.  Some  of  these  schemes 
have  more  poetry  than  common  sense,  and  some  are  more 
violent  than  just.  They  are  all  both  eiitertaining  and  in- 
structive reading ; most  of  them  tend  to  edify  and  to  elevate 
the  reader.  But  there  is,  to  my  mind,  some  fatal  practical 
objection  to  all  of  them,  bar  one ; and  that  one  is  co-oj)era- 
tion.  As  I said  just  now,  other  movements  have  a high 
social  aim,  and  other  movements  liave  a broad  and 
strong  business  basis.  Co-operation  alone  has  both.  For 
it  has  a broader  scope  than  trades  unions  or  provident 
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societies,  or  those  building  societies,  which,  as  your  excellent 
Tenant  Co-operators  know,  are  so  nearly  akin  to  your  own 
-movement.  All  of  these  can  do  something  towards  bringing 
out  the  higher  and  more  unselfish  ambition  of  ^^olking 
men,  towards  educating  and  utilising  their  latent  faculties, 
hut  it  is  co-operation  alone  which  has  a sufficiently  broad 
business  basis  to  be  able  to  do  this  great  work  on  a great 

scale. 

It  can,  however,  discharge  this  high  function  only  by 
bringing  the  administrative  work  close  to  the  people  who  are 
to  do  it.  If  it  organises  itself  into  a vast  centralised  institu- 
tion, on  the  model  of  a great  bureaucratic  government,  it 
may  have  a great  force,  as  such  governments  often  have,  but 
at  will  miss  its  highest  aims.  Looking  at  the  question 
an  this  way,  we  find  small  profit  in  the  fact  that  each 
of  the  600,000  co-operators  who  belong  to  societies  that  are 
members  of  the  Wholesale  has  an  equal  vote  in  determining 
.its  policy  and  that  of  its  productive  departments.  ^ For, 
in  his  capacity  of  citizen,  each  has  already  his  voice  in 
controlling  the  iiolicy  of  the  State.  If  the  co-operator 
owns  a six  hundred  thousandth  part  of  your  warehouses 
at  Manchester,  and  of  the  co-operative  ship  that  goes  to 
Hamburg,  he  also  owns  a share  of  all  our  public  build- 
ings and  institutions,  and  of  a great  navy.^  The  vote 
wliich  he  gives  for  electing  a representative  either  on  the 
Wholesale  or  in  Parliament  has  undoubtedly  an  educating 
effect ; the  broader  the  issues  on  which  his  vote  depends,  the 
hi'dier  is  the  educative  value  to  him  of  his  vote,  provided  he 
knows  well  what  the  issues  are.  But  if  the  issues  are  so  re- 
mote that  he  does  not  attempt  properly  to  grapple  with  them, 
the  volume  of  his  education  is  but  slight.  It  is  a better 
training  in  seamanship  to  sail  a fishing-boat,  than  to  watch  a 
three-masted  ship,  the  t©ps  of  whose  masts  alane  appear 

above  the  horizon. 

I do  not  overlook  the  fact  that  even  under  a centralised 
co-oxierative  system,  there  would  be  a great  deal  of  local 
government.  Of  course,  every  distributive  store  would  retain 
its  autonomy;  and  though  the  M holesale  would  aim  at  saving 
it  all  trouble  in  deciding  as  to  the  ultimate  source  from  whicbi 
its  various  sup];>lies  should  come,  its  management  m ould  offer 


r 


13 

a good  deal  of  work  for  a good  many  active  minds  ; it  wouki 
continue  to  give  education  and  opportunities,  and  a scope  for 
a worthy  ambition  to  the  ordinary  co-operator.  That  is  true — 
may  the  retail  store  thrive,  and  contiuuo  tliis  good  work 
there  is  nothing  to  be  said  against  it  except  that  it  does  not 
give  scope  for  all  kinds  of  business  ahilit} , and  that  there  is 
not  enough  of  it. 

Tut  vou  mav  sav  the  local  store  would  still  he  able  to  start 

»j  •/ 

productive  departments  of  its  own,  such,  for  instance,  as  the- 
little  farm  which  our  Ipswich  friends  have  here  close  by.. 
That  brings  administrative  work  to  the  doors  of  the  ]3rivate- 
co-operator — work  which  concerns  him  nearly,  and  in  which 
he  takes  a keen  interest ; he  watches  it  carefullv,  and  learns- 
a great  deal  from  it,  even  though  he  may  have  no  direct  part 
in  its  management.  And  further,  if  little  movements  of  this 
sort  are  multiplied,  they  maj' become  fairly  numerous  relatively 
to  the  whole  body  of  co-ox)erators,  and  so  a considerable  x)art 
of  those  who  have  faculties  above  the  average  mav  find  the 
education  and  the  ox)X)ortunity  and  the  sx>ur  to  a worthy 
ambition  of  which  thov  are  in  need.  That  is  true;  and  local 
stores  can  enable  sx>lendid  results  of  this  kind  to  bo  attained 
in  sx>ite  of  a certain  amount  of  centralisation  : all  1 wish  to- 
l)oint  out  is  that  they  vary  in  inverse  x>t’ox>ortion  to  the 
extent  to  which  centralisation  is  x^oshcd. 

And  when  we  come  to  look  at  the  centralised  x>art  of  a 
centralised  s\’stem  of  co-ojjeration,  we  find  that  the  ox>portu- 
nities  which  it  offers  to  x^cox)lc  for  doing  what  I am  doing 
now — making  sx^eeches — are  out  of  all  ] unx^ortion  to  those 
which  it  offers  for  any  other  work  excej^t  manual  work,  i 
am  not  one  of  those  who  think  that  the  tone  of  x^olitics  is 
lower  than  it  was  ; but  I do  think  there  is  one  growing  evil 
in  the  fact  that  statesmen  have  to  spend  so  much  time  in 
convincing  others  of  the  correctness  of  their  views,  and  the 
excellence  of  their  administration,  that  they  have  not  enougli 
time  for  administrative  work,  and  for  studving  carefullv  the 
matters  committed  to  their  trust.  And  I gather  that  your 
general  committee,  on  whom  everything  would  dex^end,  has 
a great  deal  of  talking  to  do.  Its  x^rcsent  members,  including 
its  most  able  x^i’esident,  Avere  educated  under  a less  cen- 
tralised s^’stem.  But  I cannot  helx^  asking  myself  whctlier 
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there  is  adc(xuate  security  that  in  the 

post  on  the  committee  a man  of  great  adimmstiatn  e 
force,  but  not  a iiuent  speaker,  would  always  be  sure  to 
cret  the  better  of  a less  able  man  who  had  a great  facal  . 
of  persuasiveness,  and  had  perhaps  learnt  a thing  or  txAO 
about  the  great  machine  which  American  x.ohticians  aic 

^ But,  suppose  that  danger  to  be  avoided,  and  your  central 
committee  to  remain  as  able,  as  energetic,  and  as  upright  as 
tliev  arc  now.  It  would  still  be  true  that  when  once  elec  ed 
their  powers  and  their  iiroccdure  would  necessarily  lesemble 
more  or  less  those  of  the  directors  of  a large  joint-stock 
companv  ; and  if  those  methods  should  prevail,  vhmh  I 
understand  to  be  most  in  favour  with  the  advocates  cen- 
tralisation, the  resemblance  would  be  very  close.  lei 
-would  be  heads  of  departments,  as  in  any  ordinary  business, 
responsible  to  them  and  to  no  one  else ; mid  with  hig.i 
authoritv  in  matters  of  detail.  There  would  be,  as  I have 
said  a strong  executive.  iNIoreover,  many  of  these  leading 
officers  probably  would  have  been  educated  in  the  co-opera- 
tive movement.  Their  abilities,  which  might  othcnMsc 
have  remained  latent  and  been  wasted,  would  have  been 
turned  to  good  account.  So  far  good.  But  there  is  one  hay 
a nrave  flaw  from  my  point  of  view.  It  is  that  the  total 
number  of  men  of  that  kind-the  total  number  or  men  to 
whom  the  system  so  organised  could  point  proudly  as  the  lug  i 
uroducts  of  co-operation— would  be  very  small  in  x>reportion 

to  the  capital  employed.  _ 

There  are,  then,  three  reasons  for  my  venturing  to  hope 

that  co-operators  will  hesitate  before  they  accept  the 
argument,  that  the  right  way  of  deciding  whether  the 
centralised  system  of  production  under  the  auspices  of  the 
Wholesale  or  the  independent  system  is  the  better,  is  to  et 
the  two  have  a fair  field  and  no  favour,  and  to  cry  at  the 
end,  “The  devil  take  the  hindmost  i”  First,  I feel  sure 
that  the  centralised  system  is  stronger  than  the  independent 
.system,  with  its  X'resent  organisation,  or  lack  of  organisation, 
and  that,  with  a fair  held  and  no  fayour,  the  former  would 
Avin.  Secondly,  the  more  loyal  the  retail  societies  are  to  the 
Wholesale,  the  more  difficult  Avill  it  be  to  arrange  a fac-c. 
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wliich  is  quite  fair,  and  in  ■which  the  independent  societiG*? 
are  not  at  some  disadvantage.  And,  lastly,  if  success  in  tho 
struggle  for  survival  in  a fair  field  is  the  sole  test  of 
excellence,  what  is  the  use  of  co-operatiou  at  all '?  Surely 
the  direct  effect  of  the  struggle  for  survival  in  the  animaf, 
kingdom  is  to  cause  those  animals  to  fiouiish  which  are  fittest 
to  derive  benefits  from  the  environment,  and  so  strengthen 
themselves  ; not  those  which  are  fittest  to  confer  benefits  on 
the  environment.  It  is  true  that  in  the  higher  world  of  man’sr 
action,  those  plans  which  benefit  the  environment  most  are 
likelv  to  have  a moral  strength  which  will  enable  them  to- 
prevail  in  the  long  run.  But  is  it  not  the  special  function  of 
co-operation  to  give  them  a helping  hand,  and  enable  them: 
to  prevail  early,  or  at  all  events  to  secure  that  their  career  isi 
not  cut  so  short  that  they  have  no  “long  run”  in  which  to 
prevail  ? 

Let  us  then  turn  to  the  independent  productive  societies. 
There  is  no  doubt  that  they  labour  under  great  difficulties. 
The  management  by  working  men  of  the  businesses  in  which 
they  are  themselves  emplojmd  is  neither  as  efficient  nor  as  fre£> 
from  friction  as  it  would  be  if  we  social  reformers  had  b^^n  able 
to  arrange  the  world  just  to  our  own  liking.  It  has  often  been, 
said  that  an  army  led  bj-  a ‘capable  general  can  give  odds  of 
twenty  per  cent,  and  a beating  to  one  managed  by  a committee 
of  able  men,  if  they  commit  the  one  folly  of  discussing  at  length, 
all  details.  The  worst  of  several  possible  manoeuvres,  if  adopted 
promptly,  will  often  turn  out  better  than  the  best  of  them  if 
it  is  delayed  till  its  proa  and  (‘o)ia  have  been  well  talked  out. 
And  the  fact  that  the  employes  on  the  committee  of  s'-di  a, 
co-operative  business  are  able  to  hold  their  own  against  their 
managers  in  matters  of  the  minutest  detail,  may  often  go  a. 
good  long  wav  towards  wrecking  the  concern.  Moreover, 
there  is  a good  deal  of  human  nature  in  most  men,  working  men 
not  excepted : and  most  men’s  eyes  can  see  j)i^etty  keenly 
when  they  are  looking  in  the  direction  of  their  own  merits. 
The  manager  and  a committeeman  mav  occasionallv 
differ  a little  about  the  merits  of  the  committeeman,  even 
though  thev  don’t  say  so ; and  then  it  is  not  always  well  for  the 
manager.  And  if  the  manager  and  the  committeeman  happen 
to  be  agreed  on  the  point,  but  some  of  the  committeeman’s 
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fellow  workers  take  a different  view  of  his  merits  relatively  to 
their  own,  then  they  are  likely  to  remark  that  a committee 
is  a very  good  thing,  at  all  events,  for  those  who  are  on  it : 
and  the  remark,  even  though  it  may  be  true,  does  not  help 

the  concern  to  work  smoothly.  ^ i. 

Then,  again,  managing  a business  is  a very  cafficult  matter. 

There  are  some  people  who  think  easy,  and  are  constant  \ 
telliiK^  us  that  there  is  nothing  much  that  the  employers  as 
a class  do  for  industry  that  the  working  people  properly 
or<miiised  could  not  equally  well  do  for  themselves.  Such 
people  remind  mexof  Charles  Lamb’s  friend,  who  complained 
that  too  much  fuss  was  made  about  Shakespere ; “he  cou  c 
have  written  that  sort  of  thing  himself  if  he  had  had  tlio 
mind.”  “ Ah  ! ” said  Charles  Lamb,  “ I supposed  it  was  only 
the  mind  that  was  wanting.”  To  carry  on  a great  business 
nothing  much  is  wanted  except  to  organise  it  properly  ; but 
then  that  is  just  the  difficulty.  It  is  as  easy  as  beating  t le 
hio  drum  in  an  orchestral  concert.  Nothing  more  is  needed 
than  that  you  should  do  the  right  thing  at  the  right  time, 

but  there  are.not  many  people  who  can  do  it. 

I have  already  laid  stress  on  the  fact  that  the  success  of  the  / 

distributive  societies  is  no  proof  of  the  efficiency  of  working 
men  as  undertakers  of  business  enterprises.  Their  inherent  ad- 
vantages are  so  great  that  they  may  sometimes  prosper  fairly 
even  though  their  management  is  but  second-rate;  and  theic' 
is  no  question  that  some  of  them  have  done  so.  Their  success 
«ives  no  ground  for  anticipating  that  a productive  society 
would  succeed  when  it  had  to  run  the  gauntlet  of  competition 
with  private  firms  managed  by  business  men  quick  o 
thought  and  quick  of  action,  full  of  resource  and  of  inventive 
power,  specially  picked  for  their  work  and  carefully  trmned 
And  of  men  thus  picked  a great  number  fail ; it  is  said  that 
in  some  businesses  more  than  half  of  those  who  start  fail 
within  the  first  five  years.  Some  of  them  come  to  the  surface 
again,  but  many  sink  altogether ; the  waters  close  over  them ; 
everyone  takes  it  as  a matter  of  course ; they  are  heard  of 
no  more  ; but  no  fuss  is  made  about  them.  When,  however, 
a co-operative  society  undertakes  a business  harder  than^  it 
can  manage,  the  trum^iets  which  ^sounded  at  its  christening 
sound  again  a little  louder  at  its  funeral ; and  some  faithful 
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friend  writes  out  a tender  obituary  notice,  wincli  the  carefid 
historian  of  co-operation  cnitoimses  for  his  necrolo^ucal 
chapter— a perpetual  warning  as  to  the  vanity  of  lunnan 

And  then  there  is  another  diihculty.  Nearly  every  hind  of 
business  recpiires  every  year  a larger  capital  to  carry  it 
on ; and  the  working  man  has  seldom  much  capital.  ^ it 
has  been  commonly  said  that  in  competition  capital 
emplovs  labour  and  pays  it  a fixed  wage:  but  that  m 
co-operation  labour  employs  capital,  and  pays  it  a 
iixed  rate  of  interest.  But  that  is  more  easily  said  than 
done.  It  is  easy  enough  to  l.orrow  a thousand  millions  at 
four  per  cent.,  if'  the  four  per  cent,  is  sure— quite  sure.  But 
it  is  not  nearly  so  easy  to  borrow  £1,003  at  ten  per  cent.,  if 
the  ten  per  cent,  is  only  moderately  sure.  And  most  of  us 
know  the  sorrows  of  that  society  of  which  ail  co-operators  are 
so  fond  and  proud,  the  fustian  society  at  Hebden  Bridge, 
vdiich  borrowed  at  Ih  fier  cent,  wdien  its  security  was  not  so 
good,  and  the  current  rate  of  interest  was  higher,  lint  now 
Suds  itself  much  hampered  liy  having  to  pay  so  high  a rate. 

But,  in  fact,  it  is  not  true  that  under  competition  lahour 
is  hired  by  capital;  it  is  hired  by  business  ability  in 
command  of  capital : and  it  is  not  true  that  in  co-operation 
capital  is  hired  by  labour ; it  may  be  hired  by  the  business 
ability  that  lives  in  the  heads  that  the  ^vorking  men  have  on 
their  shoulders  ; but  if  they  have  not  much  business  ability, 
they  will  not  get  much  capital,  either  of  their  own  or  of  an;s  - 
one  else's ; and  if  they  get  it,  they  will  not  keep  it  long  : and 
it  all  comes  back  to  that. 

Next,  after  the  difficulty  of  making  things  is  overcome, 
that  of  selling  them  begins ; and  often  the  latter  is  the 
greater  of  the  two.  To  say  nothing  of  advertising,  private 
firms  spend  a great  deal  of  their  energy  on  getting  hold  of 
the  right  kind  of  travellers  and  agents  for  pushing  their 
goods,  and  a great  deal  of  money  on  paying  them  ; and  this 
is  a thing  that  co-oxierative  societies  cannot  doveryvelffi 
and  there  is  much  of  it  to  which,  to  their  credit  oe  it  saici, 

they  do  not  take  very  kindly. 

Lastly,  a productive  society  often  owes  wdiatever  success 
it  has  had  almost  entirely  to  a few  men,  perhaps  to  one  man. 
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of  exceptional  ability,  fervent  and  strong  m the  co-opeiati  e 
faith  And  then  it  is  constantly  at  the  mercy  of  cruel  Death. 

He  snaps  the  threads  of  a few  lives,  or  perhaps  only  of  one. 

and  the  societv  dwindles  and  decays,  or  is  converted  into  a 

m-eedv  ioint-stock  company ; and  so  cherished  hopes  are 
mice  again  disapi-ointed,  and  the  proud  boasts  of  conkdeiu 

co-operators  are  brought  to  naught.  ^ 

tVell,  then,  productive  co-operation  is  a very  difficult  thii 
])ut  it  is  worth  doing.  AVhen  I wus  an  midergraduatc  I once 
took  to  my  mathematical  tutor  a long  race  and  an 
problem.  I told  him  I had  worked  at  it  the  whole  of  the 
precedimmlav,  and  vet  not  done  it,  though  the  day  before  . 
Ld  done  twenty  that  did  not  look  a bit  harder.  He  was  a 
wise  man-Dr.  Parkinson  was  his  name-and  he  looked  a. 
,ue  cheerilv  and  said,  “Well,  then,  yesterdays  work 
i)robablv  did  you  much  more  good  than  that  of  the  da> 
before  ' There  is  not  much  good  in  doing  things  you  can  do , 
but  there  is  great  good  in  trying  to  do  those  that  you  can  u 
do,  but  that  are  worth  doing.”  And  it  seems  to  me  that  the 
difficulties  of  non-centraliscd  co-operative  production  aie3USu 
those  at  which  it  is  best  worth  while  to  take  a long  pull,  aiit^ 

a strong  pull,  and  a pull  all  together.  I f f/^'er 

them  are  not  so  tough  as  they  look,  and  can  be  biom  . 
throuoh  ; and  that  those  which  are  very  tough  have  a corner  at 
no  great  distance,  which  you  can  turn,  and  so  get  rouml  them 
In  this  matter  von  have  a very  great  advantage  fioni  tl  e 
elasticity  of  indeiKaident  productive  societies.  I here  must  b 
one  spirit  in  them  all,  they  must  all  rest  mi  a common 
principle  ; but  they  may  have  the  largest  ^ aiie  } o t e . 
Sometimes,  for  instance,  it  may  be  best  not  to  have  einp  oje^ 
on  the  committee  at  all;  but  even  then  the  employes  ma> 
attend  the  general  meetings  of  the  society,  and  ma}  be  re- 
presented on  the  committee  by  others  who  arp  and  have  been 
mnployed  in  the  same  or  in  allied  trades.  friend  . . 

Jones 'intends,  I believe,  to  call  your  attention  to  the  co- 
operative element  in  the  Oldham  spinning  mills ; and  I ma> 
well  leave  that  subject  in  his  most  able  hands.  But  I shou  < 
like  to  point  out  that  tliose  mills  owe  a great  deal  to  the  -acts 
that  Oldham  is  the  chief  centre  for  manufacturing  cotton 
spinning  machinery,  and  that  many  of  those  interested  in  the 
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mills  are  or  have  been  mechanics  engaf^cd  in  maldng  that 
machinery.  And  there  are  many  cases  in  which  the  advice 
of  a workman  engaged  in  an  allied  trade  is  of  great  use 
to  a co-operative  society,  while  the  o[)poi.’tunity  for  giving  it 
is  a gain  for  him. 

It  is  a subject  on  which  I must  speak  with  very  great 
diffidence.  But  after  hearing  a good  deal  of  what  can  he  said 
on  both  sides,  I incline  to  think  that  the  real  advantages  of 
having  employes  on  the  committee  are  greater,  and  the  disad- 
vantages less,  than  they  are  likely  to  appear  at  first  both  to  the 
shareholders  and  the  manager.  I think  that  in  this  matter  the 
co-operative  spirit  has  a high,  though  difficult  duty,  the  brave 
performance  of  which  would  ultimately  bring  its  own  reward. 
One  reason  for  thinking  that  the  difficulties  arising  from 
having  employes  on  the  committee  are  not  so  great  as  they 
look,  is  that  though  they  have  had  much  to  do  with  wrecking 
many  enterprises,  that  has  been  because,  m any  new  under- 
taking, people  are  apt  to  misunderstand  one  another  at  first. 
Partly  it  is  that  the  wrong  people  are  apt  to  be  put  on  the 
committee  at  first;  partly  that  there  is  no  tradition  or 
precedent  to  which  to  appeal  in  disputed  cases,  but  every 
lifference  of  opinion  has  to  be  fought  out ; partly  that  some 
of  those  who  are  most  quick  to  start  a new  movement  are 
least  able  to  bear  and  forbear  when  the  time  of  pressure 
comes.  Experience,  I believe,  shows  that  difficulties  of  this 
kind,  if  once  tided  over,  are  likely  to  recur,  if  at  all,  in  a some- 
what milder  form  : they  are  rather  like  measles.  Difficulties 
of  this  kind  need  not  discourage  us:  they  rather  show  that 
manv  of  the  failures  of  independent  productive  societies  arc 
due  to  causes  which  can  be  removed  by  co-operative  aid  and 
guidance.  They  are  arguments  against  the  comidete  isolation 
of  such  societies,  but  not  in  favour  of  their  being  consolidated 
under  a rigid  centralised  government. 

And  in  much  the  same  way  wuth  regard  to  the  other  diffi- 
culties. No  doubt  many  productive  societies  have  failed 
through  engaging  in  unsuitable  businesses  ; but  co-operative 
experience  may  guide  them  away  from  tasks  in  which  it  is 
necessary  to  run  great  risks,  to  act  with  great  vigour  and 
•lecision,  to  have  a wide  range  of  technical  and  commercial 
linowledge,  to  be  well  posted  in  the  kites- 1 news  and  to  get  it 


1 nt  first  hand  to  be  constantly  devising  new  schemes 

'"'d  new  me  lmr  of  manufacture,  and  appealing  to  and 
and  nc^^  metlioa.  production  may  occasion- 

creating  new  tastes.  Co-  i - ^ qualities  required 

allv  come  across  a man  who  has  the  , 

for  sock  work.  But  un  . . outside 

strons,  the  lar<>c  sums  w , /fo,.  tlio  present,  at  all 

,vorkl  will  draw  Inm  f."  /“b^jed  towards  those 

events,  productive  soe.efes  need  to  he  ode 

, oaustr.es  that  do  ..ot  -d--  J ',;„oss,  and 

tries  in  which  punetual.tv  ^nd  oide,  a ^ 

careful  economy  in  niatteis  o i . . ‘ chiotly  wanted, 

tread  along  a welhl, eaten  1-  classes. 

There  are  plenty  of  men  vork,  and  who  would 

who  have  the  capacity  required  tor  this  work  ■ 

he  content  with  a moderate  income  and  a „ood  f 
among  those  who  '^ww  them.^^^^  eonditions  seldom  want  r. 

very  large  capital,  b ^ • .mties  have  failed  partly 

and  no  doubt  many  prot  u ‘ , ^-equired  for  what  they 

through  counsel  on  the  one  side 

have  undertaken.  H 1 service, 

and  co-operative  cain  a on  respects  on  the  right 

Productive  societies  that  a e at  a reasonable 

lines  can  generally  get  what  capita^^^^i  j distributive 

rate  of  interest  : pv  undertaking  to  pay  five 

societies  can  , of 'new  shares,  and  lending 

per  cent,  on  an  « to  a more  or  less  risky 

business.  But  i ’^'oui  action  in  the  matter 

there  is  not  a pressing  need  i,  „ot  an 

of  accepting  new  capital  at  tne  per  cent.. 

anachronism  ? tPo  isolation 

and  anothei  in  ^ ,,.ldch  ccoperatiou  is  most 

:«  “anefihe  crisis  through  whMi 


Does  not  all  this  point  to  the  conclusion  that  in  order  to 
«ive  co-operative  production  in  tliis  country  a fair  chance  of 
doing  its  best,  there  is  required  some  broad-based  organisa- 
tion for  helping  it  ? I say  in  this  country,  because  the 
industrial  qualities  of  this  country  are  peculiar,  and  not  like 
those  of  any  other.  Englishmen  are  not  particularly  quick- 
witted, or  specially  adapted  for  contriving  sporadic  pro- 
ductive associations,  each  fighting  entirely  for  itself,  each 
trving  some  new  experiment,  depending  on  its  own  resources, 
and  heedless  of  what  otliers  have  done  or  arc  doing. 

And,  on  the  other  hand,  Englishmen  have  no  liking  for 
things  controlled  and  drilled  by  a central  government.  What 
suits  their  character  best  is  to  have  a broad  and  solid 
association  based  on  many  smaller  associations,  not  con- 
trolling and  directing  them,  not  interfering  with  their 
freedom  without  absolute  necessity,  l)ut  acting  as  a 
common  centre  for  help  and  advice  ; serving  as  a channel  by 
which  any  member  that  is  in  special  need  may  receive  the 
aid  of  others,  and  taking  i)erha]-»s  an  active  part  in  adminis- 
tering that  aid  and  the  wholesome  advice  by  which  it  may 
perhaps  have  to  bo  accompanied.  It  seems  to  me  that  the 
three  great  features  of  English  social  life,  trades  unions, 
provident  societies,  and  co-operation,  c'wo  their  success  to 
adopting  this  plan.  Broad-based,  highly-organised  freedom 
of  action,  is  characteristically  English  : and  the  true  future 
of  English  co-oi)cration  lies,  I am  convinced,  in  adhering  to 

those  lines. 

If  co-operation,  which  has  made  its  great  position  by 
fostering  freedom,  should  throw  its  strength  into  developing 
departments  of  the  Wholesale  governed  by  a central 
authority,  is  there  any  certainty  that  this  new  departure, 
so  seeminglv  at  variance  with  the  traditions  of  the  Phiglish 
people,  would  bo  supported  by  them  permanently  ? I spoke 
just  now  of  the  great  strength  of  a productive  department 
of  the  Wholesale  ; but  does  not  the  permanence  of  the 
strength  of  the  W^holesale  itself  depend  upon  its  adhering  to 
English  traditions  of  freedom  and  local  autonomy.  Even 
though  centralised  departments  may  be  the  strongest  and 
fittest  to  thrive  on  their  environment  for  the  present,  are 
they  the  fittest  to  benefit  it,  are  they  even  the  surest  to  fiourisii 
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themselves  in  the  long  run  ? And  would  it  not  be,  on  rhe  other 
hand,  equallv  un-English  to  continue  to  allow  the  indepen- 
dent productive  societies  to  fight  their  hard  fight,  to  struggle, 
end  too  often  to  die  an  early  death,  for  the  want  of  a guiding 
and  a helping  hand,  for  the  want  of  those  advantages^,  those 
economies,  and  those  powers  which  come  from  broad-basot. 
association  and  co-operation?  Do  not  many  of  your  i is- 
cussioiis  point  in  this  direction  ? Your  schemes  for  propaganda, 
and  the  cordial  reception  given  to  I^Ir.  Gray's  excellent  papers 
on  “ Co-o])erative  Production,”  seem  all  to  do  so.  Your 
Co-operative  Guild,  your  Co-operative  Aid  Association  and 
your  Lalxiur  Association  are  evidences  that  you  recognise 

a want  of  this  kind.  _ 

Is  not,  however,  your  Co-operative  Union  itself  the  right 

])odv  for  the  work?  But  is  it  at  present  strong  enouglm 
Ought  you  not  to  develop  it  and  to  put  more  of  your  funds  a. 
its  disposal  ? I speak  here  with  the  greatest  hesitation.  I do 
not  mean  to  suggest  that  the  funds  for  this  purpose  should 
be  levied  compulsorilv  on  all  societies,  whether  in  fa^  oui  c. 
the  movement  or  not ; lint  I think  that  many  societies  would 
favour  it.  And  it  is  just  that  part  of  the  movement  m whicli 
outsiders  would  be  most  willing  to  help,  if  they  were  siwe 
that  the  funds  contributed  would  be  spent  under  the  authority 
of  the  Union,  and  therefore  wisely.  I do  not  know  whether 
anvonc  would  raise  an  objection  on  the  ground  that  the  coin 
stitution  of  your  Union  permits  joint-stock  companies  ana 
other  external  associations  to  become  members  of  it,  thougn 
none  have  yet  done  so.  In  that  case  you  niiglit  perhaps  t.nii  ■- 
it  best  to  create  a new  body  for  the  purpose ; but  it  is  to  be 
hoiied  that  this  would  not  be  necessary.  Wight  you  not 
inve  to  your  Union  the  means  and  the  duty  to  help  produc- 
tive societies  witli  guidance  and  with  funds,  leaving  them 
the  greatest  libeity  of  detail,  subject  to  the  condition  of  tacir 
adhering  closelv  to  high  co-oiierative  principle,  under  which 
of  course  would  be  included  securing  a full  share  of  the  pro- 
fits to  the  workers  ? Might  not  it  further  undertake  to  act  as  a 
common  centre  of  information  as  to  their  special  wants  and  to 
ivarn  them  against  pressing  into  a field  that  was  already  f u ; 
to  take  part  in  acquainting  distributive  societies  with  wnat  tlm\ 
?.xe  doing ; in  acquainting  them  with  the  needs  of  uistributive 
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societies  ; in  organisiug  arrangements  for  depots,  exhibitions, 
coiniuission  agents,  and  travellers;  and,  lastly,  might  it 
not  act  as  a kind  of  board  of  arbitration  and  conciliation  for 
troubles  that  may  arise  either  ^Yithin  a si)ciety,  or  between 

it  and  others  ? 

It  would,  of  course,  nominate  members  on  the  committees 
of  those  associations  which  sought  its  pecuniary  aid  ; but 
probably  many  other  societies  would  ask  it  to  do  this,  just  as 
many  schools  and  local  colleges  are  glad  to  have  members  on 
their  councils  nominated  by  the  Universities,  partly  because 
they  can  give  good  advice,  partly  because  they  bring  an 
impartial  judgment  to  the  decision  of  any  internal  difficult} 
that  may  arise,  and,  not  least,  because  their  presence  gives 
prestige  and  attracts  the  confidence  of  the  outside  world. 
And  might  it  not  be  instructed  to  choose  these  representa- 
tives from  as  wide  a circle  as  possible,  and  so  to  give  to  many 
men  the  opportunity  of  showing  what  they  are  worth  as 
administrators;  not,  of  course,  putting  untried  men  into 
responsible  posts,  but  always  finding  for  a man  who  had  done 
one  task  well  something  more  responsible  to  go  on  with  ? 
Is  this  a Utopian  dream  ? Is  not  the  tendency  of  your  whole 
movement  really  in  this  direction  ; and  has  not  the  time  now 
come,  not,  indeed,  for  prompt  action,  but  for  steadfast  de- 
liberation, that  may  prepare  the  way  for  resolute  action  ? And 
the  last  question  of  all— can  you  forgive  me,  an  ill-informed 
outsider,  for  my  presumption  in  asking  these  bold  and 

intrusive  questions '? 

I have  come  to  the  end  of  my  time,  and  yet  have  touched 
the  fringe  of  only  a small  part  of  the  great  problems  ^^hich 
you  have  set  yourselves  to  solve.  The  days  of  romantic 
chivalry  are  past.  Kiiights-errant  no  longer  rescue  imperilled 
maidens  from  the  castles  of  terrible  giants,  or  slaughter 
dragons  that  vomit  volcanoes  of  flames ; but  there  is  as  loud 
a call  as  ever  for  courage  and  a chivalric  self-sacrifice  for 
great  and  worthy  ends.  Those  who  are  full  of  the  co-operative 
faith  have  to  endure  the  disappointment  of  seeing  themselves 
out-voted  by  numbers  who  care  tor  litth;  that  is  co-operative 
except  the  dividend  ; and  still  they  have  1o  keep  their  courage, 
and  to  keep  their  temper,  and  to  fight  the  good  fight  time 
after  time  till  they  win.  I am  told  by  those  who  know,  what 
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oriiiciplo — the  term  is  not  mine — is  applie.!  to  settle  rigidlj," 
vvliat  share  of  the  profits  shonld  go  to  labour  and  a\  hat 
:o  cai)ital,  and  ^Yhat  to  the  consumer,  I find  myself  unable  to 
follow  it ; whether  it  is  put  forward  in  the  interests  of  labour 
jr  of  the  consumer.  Nevertheless,  I regard  the  mo\omcnt 
towards  the  direct  participation  by  the  employe  in  the  profits 
of  the  business  as  one  of  the  most  important  and  hopeful 
events  of  modern  times,  and  as  one  of  the  best  and  most 
valuable  fruits  of  the  co-operative  spirit. 

It  is  the  ii»ost  convincing  outward  sign  and  symbol,  and  the 
most  efficient  means,  of  a true  desire  to  associate  the  ^^olkel 
in  the  business,  to  keep  warm  his  interest  in  it ; to  induce 
him  to  take  a pleasure  in  advancing  its  prosperity  by  all 
means,  whether  they  fall  within  the  technical  limits  of  his 
ordinary  work  or  not;  to  offer  him,  as  far  as  may  be,, 
education,  and  opportunity  and  scope  for  a worthy  ambition 
to  act  not  merely  as  a hand,  but  as  a thinking  and  thoughtful 
human  being.  Profit-sharing  is  a good  means  towards  this 
great  end ; and  he  has  not  lived  in  vain  who  has  helped  to 
oVercome  the  obstacles  which  impede  its  general  adoption. 

The  term  profit-sharing  is,  however,  sometimes  applied  to 
the  case  in  which  labour,  or  rather  ” the  business  ability  that 
lives  in  the  heads  that  working  men  have  on  tlieir  shoulders,'’ 
endeavours  to  hire  capital  at  a fixed  rate  of  interest,  and  in 
favour  of  that  I have  nothing  to  say  now,  because  I have  been 
speaking  for  it  all  along.  I must,  however,  confess  to  some 
partial  agreement  with  the  advocates  of  the  present  sy  stem 
of  the  Manchester  Wholesale,  when  they  argue  that  their 
cmploves  in  any  productive  department  cannot  bo  regarded 
as  hiring  capital  on  these  terms.  They  argue  that  the  hole- 
sale  undertakes  to  market  tlieir  goods  for  them,  as  's\ell  as  to 
superintend  their  general  nianagemeiit,  and  that  an  arbitral \ 
element  is  introduced  in  the  charge  which  has  to  be  made  foi. 
their  services,  and  therefore  that  the  xnolits  to  be  divided 
among  the  employes,  if  that  system  were  adopted,  could  not 
be  determined  by  any  abstract  principle.  I admit  it ; but  I 
still  wish  that  the  Manchester  Wholesale  would  follow  tho 
example  of  its  Scottish  sister  ; and  accepting  the  fact  that 
tliere  is  an  arbitrary  element,  calculate  it  as  best  it  can,  and 
share  the  net  profits  with  the  employes.  As,  however,  I have 
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1 ttle  skill  that  he  could  not  keep  his  customers  together 
A /ere  it  not  for  the  prestige  Avhich  his  store  derives  from 
( o-operation,  he  must  take  a lower  place.  Hiis  is  your 
1 lardest  and  most  bitter  task  : there  is  none  more  repugnant 
1o  the  spirit  of  the  true  co-operator;  hut  there  is,  I believe, 
none  which  it  is  more  imi)eratively  his  duty  to  perform,  none 
-vhich  is  more  vital  to  the  continued  prosperity  of  the  move- 
] iient. 

It  is  also  a duty  to  pay  to  those  rvho  are  doing  their  work 
vith  exceptional  ability  salaries  high  enough  to  prevent  any 
ixcessive  strain  on  their  allegiance  to  co-operation  arising 
vhen  they  receive  tempting  offers  from  outside.  This  is  a 
)leasaut,  but  not  an  easy  task.  It  is  sai'l  that  successful 
Hisiness  men  owe  much  to  their  knowing  when  to  pay  \ ery 
ligh  salaries  ; and  co-operators  must  keep  their  wits  rvell 
ibout  them  in  order  to  find  out  Avhen  to  do  it. 

Thus,  in  every  direction  there  is  plenty  of  work  for  the 
aeads  as  rvell  as  for  the  hearts  of  co-operators.  They  hold  a 
most  responsible  position  ; it  lies  Avith  them  to  control  the 
future  of  that  scheme  for  social  reform  Avhich  is  the  greatest 
because  its  business  basis  is  the  strongest ; and  of  that 
business  undertaking  Avhich  is  the  greatest  because  its  aims 
are  the  noblest  and  the  most  aspiring.  Those  co-operators 
who,  caring  little  for  themselves,  labour  hard  and  earnestly 
to  turn  to  good  account  the  knoAvledge  that  Avorking  people- 
have  of  one  another,  their  poAver  of  Avise  trust  and  sober 
confidence  in  one  another,  their  sympathy  and  affection  ; 
those  Avho  Avork  steadfastly  towards  the  aim  of  giving 
education  and  opportunity  and  spur  of  a worthy  ambition 
to  that  latent  abilitj’  of  the  Avorking  classes  Avhich  is  the  great 
Avaste  product  of  the  Avorld  ; they  Avill 

“ Live 

In  pulses  stirred  to  generosity, 

In  deeds  of  daring  rectitude,  in  scoru 

For  miserable  aims  that  end  in  self,  .... 

Enkindle  generous  ardour,  feed  pure  love, 
tke  sweet  presence  of  a good  diffused, 

And  in  diffusion  ever  more  intense. 

So  shall  they  join  the  choir  invisible. 

Whose  music  is  the  gladness  of  the  world.” 
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